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Terms such as Globalisation and cross-cultural management are widely 
used by both organisational managers and academics.  While it is the 
intention of academics and industry analysts to explain the phenomena 
and discover principles to guide the practitioners, human resource 
managers are dealing with the workplace changes implicit in these terms 
on an increasingly frequent basis.  These managers are facing 
increasingly diverse workforces, and must cope with all the challenges 
and opportunities inherent in such diversity. 
 This article presents a new approach to examining the key 
literature on organisational and national culture in three main areas.  
Firstly, areas of convergence between various theories on culture are 
identified.  Secondly, the article illustrates and discusses where these 
theories diverge from each other.  Thirdly, drawing on the principles 
discussed in the article, a framework of national culture is developed 
from existing literature that highlights the convergence found in 
existing models. 
 
 
INTRODUCTION 
 
In today’s business environment, human resource managers require 
new skills to manage a ‘new’ global workforce.  One particular aspect 
of this change is that employees are coming from more diverse 
individual cultural backgrounds.  In order to understand and study the 
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issues that underpin globalisation and the role of the human resources 
manager in cross-cultural companies, we argue that it is necessary to 
investigate and compare behaviour in different organisations.  
Behaviour is the visible manifestation of culture, represented by the 
actions of people within an organisation or system.  Behaviour is 
driven by the underlying assumptions and espoused values that are 
embedded in the cultural ‘programming’ of the members of a group or 
organisation.  Accordingly, an important component in the study of 
both globalisation and cross-cultural management is an examination of 
the nature of culture itself. 
 Our article examines a number of frameworks developed in current 
management theory to explain the phenomenon of culture in an 
organisational context.  The article begins by examining the 
fundamentals of these various frameworks.  At this point in the article 
we draw from frameworks that claim to explain both organisational 
and national cultures.  Organisational culture is a term used to define 
those frameworks that explain culture within an organisational context 
(usually a business venture).  National culture is a term used to define 
those frameworks that explain culture in a wider context (usually in an 
ethnic or regional context). 
 The article then examines two of the three identified areas of 
convergence in these theoretical models; namely (a) that we learn the 
underlying assumptions of our culture, we are not ‘born with them’, and (b) 
that culture sets out the accepted behavioural patterns in a given situation; the 
stronger the culture, the more likely the behaviour is to occur. 
 By tabulating the key works on national culture, this research 
facilitates the analysis of each framework as well as aiding in the 
comparison of these frameworks and the examination of the third area 
of convergence, consisting of the identification of four broad themes 
running through the literature.  In so doing, the article also simplifies 
and standardises terminology used by the various authors, which 
assists in the comprehension and application of the frameworks 
examined. 
 Lastly, the article suggests a number of propositions that will 
require further study and stresses the importance of culture to 
individual managers and businesses operating in a global environment. 
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 This article focuses on a selection of cultural models that not only 
attempt to explain the phenomenon of culture, but also attempt to 
explain how cultures differ.  We have selected these models on the 
basis of two main aspects: (a) their applicability in a business context to 
explain culture, and, (b) how widely they have been cited in the 
relevant literature.  While the models discussed below are by no means 
the only cultural models presented in the literature, they have gained 
wide acceptance for their ability to explain behavioural differences 
between members of different cultures.  
 This article therefore provides a framework for human resource 
practitioners to understand the broad principles concerning the impact 
of culture on employee behaviour in firms, and from which to apply 
the concept of culture to human resource practice. 
 The following sections present three areas of convergence between 
these models with the final section presenting an alternative way of 
viewing these models. 
 
 
FIRST CONVERGENCE: CULTURE AS PROGRAMMED 
THINKING 
 
Culture has been defined as a way of thinking, or programming.  
Hofstede (1997) defines culture as programmed thinking: ‘every person 
carries within him or herself patterns of thinking, feeling and potential 
acting which were learned throughout their lifetime’.  He argues that 
this way of thinking needs to be shared with others for it to be 
considered culture - ‘Culture is always a collective phenomenon, 
because it is at least partly shared with people who live or lived within 
the same social environment’. 
 Kluckhohn (1951: 86) as quoted in Hofstede (1980) concurs with this 
developmental view of culture ‘Culture consists in patterned ways of 
thinking, feeling and reacting…the essential core of culture consists of 
traditional (ie historically derived and selected) ideas and especially 
their attached values’.  
 Trompenaars and Hampden-Turner (1997) while not explicitly 
defining culture, subscribe to the programming idea of culture and 
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behaviour.  For example, they state that ‘The organisation…is a 
subjective construct and its employees will give meaning to their 
environment based on their own particular cultural programming’. 
 Other authors who have focused on Eastern cultures and business 
systems have expanded on this concept of cultural programming.  
Chen (1997) for example states ‘the definition of culture is based on that 
of Hofstede (1980) who sees culture as the collective programming of 
the mind’. Fukuyama (1995a) discusses the concept of ‘inherited ethical 
habits’, where these consist of an idea, value or relationship that in turn 
controls behaviour.  In a later book he describes the links between 
culture and social capital as follows: ‘Social Capital can be defined 
simply as a set of informal values or norms shared among members of 
a group that permits cooperation among them’ (Fukuyama, 1999).  If 
we accept Fukuyama’s definition of social capital then we have to 
conclude that this concept is closely linked with culture. 
 Schein (1985), who focused on culture at the organisational level, 
says that culture is the ‘level of basic assumptions and beliefs that are 
shared by members of an organisation, that operate unconsciously, and 
that define in basic ‘taken for granted’ fashion an organisation’s view of 
itself and its environment.  These assumptions and beliefs are learned 
responses to a group’s problems of survival in its external environment 
and its problems of internal integration’. 
 There is a consensus among scholars that culture is learned, and it is 
learned from those who surround us on a societal level.  Whether such 
surroundings are on a geographic/regional level, family level or 
organisational level, we learn the underlying assumptions of our 
culture that in turn shape our values.  It is the contention of the authors 
that this then, is the first area of convergence, among authors on culture in 
a business environment. 
 The relevance of this convergence in the literature for the human 
resource manager is that desired behaviour can be learned within the 
organisation.  The human resource professional should incorporate this 
into strategies of induction for new employees, and reinforcing 
activities throughout the organisation.  By doing so a corporate or 
organisational culture can be linked to a pattern of employee behaviour 
that is desired by the organisation. 
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SECOND CONVERGENCE: CULTURE AND COGNITIVE 
BEHAVIOUR 
 
The authors believe that behaviour directed towards organisational 
goals will result from cultural values that the members of a particular 
cultural grouping hold.  Cray and Mallory (1998) suggest ‘examining 
common cognitive patterns also helps us to disaggregate the effects of 
organisational culture and national culture on individual behaviour’.  
They go on to say that if ‘corporate loyalty is an important value in the 
organisational culture, then individuals may be expected to make 
positive statements and refrain from negative assessments, at least 
outside the organisation’.  If, by way of example, creative behaviour 
and the innovation process are held as important values to the 
organisation then the employee may be expected to contribute 
positively to the innovation process. 
 Cray and Mallory (1998) provide a cognitive framework that is 
supported by these statements (refer Figure 1 below), where behaviour 
is dictated (partly) by both corporate and national culture.  Chen (1997) 
agrees with Adler (1991) who develops an argument as to how culture 
impacts on behaviour, although interestingly Adler includes a feedback 
‘loop’ which suggests that because there is a changing pattern of 
behaviour this changed behaviour will in turn influence culture. This is 
an important point of difference between Adler’s framework and that 
of Cray and Mallory.  
 In the previous section we accepted the consensus of authors who 
have written on culture that culture is learned from those who 
surround us on a societal level.  Given this, we conclude that the 
feedback loop proposed by Adler is important.  The act of observing 
behaviour of others in our social group is one way we learn the norms 
of the relevant culture.  This process of behaviour patterning also 
permits the development and modification of existing cultures.  We 
would propose that a second feedback loop is also recognisable 
between behaviour and organisational culture.  Cray and Mallory’s 
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framework has been modified through the addition of these two 
feedback loops as shown in Figure 1. 
 
 
Figure 1: The Impact of Culture on Cognitive Behaviour (With 
Feedback Loop) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Pertierra (in Cauquelin et al., 2000) suggests that cultural values 
influence behaviour quite closely.  When discussing Philippine cultural 
values he makes the point that ‘…Filipinos also observe certain 
behavioural norms such as utang-na-loob (balanced reciprocity), 
delicadeza (avoiding shaming others), and hiya (loss of face)’.  Pertierra 
goes on to say that these values and behavioural norms influence how 
people interact with each other. 
 Further suggestions of culture, at least at an organisational level, 
influencing behaviour are expressed in Deal and Kennedy (1988) when 
they suggest that ‘A strong culture is a powerful lever for guiding 
behaviour; it helps employees do their jobs better…’.  These authors go 
on to suggest that there are two ways that culture does this – firstly, ‘a 
strong culture is a system of informal rules that spells out how people 
are to behave most of the time’ and secondly, ‘ a strong culture enables 
Adapted from Cray and Mallory (1998: 106) 
Feedback Loop 2
Feedback Loop 1
National Culture 
Organisational Culture 
Organisational Cognitive 
Framework 
Individual Cognitive 
Framework 
Behaviour
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people to feel better about what they do, so they are more likely to 
work harder’. 
 This illustrates the authors’ second area of convergence, that authors 
on culture agree that culture sets out the accepted behavioural patterns in a 
given situation, the stronger the culture, the more likely the behaviour is to 
occur.  
 Implications of this for human resource management is that the 
stronger the organisational culture the more likely it is that social 
patterning will be clearly evident in the employees and hence it is more 
likely that a behaviour will occur that is consistent with the 
organisational cultural framework.  Therefore, in organisations that 
operate over large geographic areas, and require adherence to stable 
systems to maximise profitability (for example, McDonalds), culture 
may be one tool to direct employee behaviour.  
 As the first two convergent areas of the literature illustrate, 
behaviour is influenced by culture, and the stronger the culture the 
larger the influence it has on member’s behaviour.  Thus by reinforcing 
values that contribute to organisational performance, it may be possible 
to increase the likelihood of employees to behave in the desired 
manner. 
 
 
THIRD CONVERGENCE: COMMON THEMES 
 
We have highlighted two areas of convergence so far in this article: (a) 
that culture is a programmed way of thinking that is learned on a 
societal/family level, and, (b) that culture influences our behaviour in 
given situations.  These two areas of convergence appear as the kernel 
of all models/frameworks of culture that we have examined.  If this is 
extrapolated to a business environment we argue that culture is learned 
from others in an informal way within an organisation and this 
organisational culture then directs the behaviour of individuals within 
that organisation.  Should an organisation wish to ensure that the 
action staff will take in certain situations is known in advance, then 
they need to understand the underlying culture and norms of 
behaviour of the organisation. 
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 We have examined a number of frameworks of national culture that 
have been published to explain just how such cultures will differ from 
each other.  These frameworks all claim to explain what culture is, 
provide a method of measuring it and give dimensions or variables that 
explain where cultures differentiate from each other.  Not only do the 
frameworks vary in the type of dimensions used, they also vary in the 
number of dimensions used to describe culture.  For example, Lewis 
(1992), uses one dimension and identifies culture on what he calls a 
Monochronic / Polychronic scale, whereas Haire, Ghiselli and Porter 
(1966) employ more than ten dimensions. What they all have in 
common is that they attempt to explain culture by placing a framework 
of dimension(s) around the behavioural aspects of particular regional 
groupings. 
 The problem with uni-dimensional frameworks is that they are a 
little like receiving a postcard from Sydney as opposed to actually 
being there.  These somewhat limited frameworks only show one 
aspect of culture with much being hidden from view; the recipient 
must suppose that this one view is representative of the entire 
structure.  An illustration of the complexity or otherwise of the 
dimensions of these frameworks is shown in Appendix 1. 
 We have previously identified that the various frameworks of 
national culture have two underlying assumptions in common, 
however, when considering the array of various dimensions proposed, 
the frameworks appear to be markedly different from each other.  
However, a careful examination of the details underpinning these 
dimensions suggests a number of commonalties between the various 
constructs.  
 We have identified, from the literature, four ‘generic’ cultural 
dimensions that are relevant in the relationship between a business 
environment and culture.  These four dimensions are central themes 
that can be found in much of the literature on culture.  Our dimensions 
are: (a) temporal, (b) relationship, (c) confidence and (d) 
communication.  We will now explain these and illustrate how the 
dimensions of other frameworks fit into these new dimensions.  Table 1 
gives more detail on this matching exercise. 
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 Our Temporal theme relates to the way in which people view such 
things as deadlines and working for the same organisation for a long 
period of time.  It also encompasses how people work and their 
approach to taking on more than one task at a time.  As the name of 
this dimension suggests, it deals with the way in which time is 
regarded within a specific culture that is being observed.  Thus it may 
relate to the definition of long/short term planning - while one culture 
may regard five years as a long-term plan another may regard twenty 
as long term and five as short term. 
 The Relationship theme relates to peoples’ view of their own place 
in the world, which includes their place in the organisation that they 
are working for as well as the role that the organisation should take in 
the community.  It relates to how they work with others and the 
importance they place on being part of a cultural ‘group’. 
 The Confidence theme relates to how willing people are to take on 
risk not only in a business environment, but also in interpersonal 
relationships.  It also affects their willingness to control others, 
especially when confronted with managing in a diverse environment. 
 The Communication theme relates to how people communicate 
with each other, how willing they are to listen to the views of others 
who are different to themselves and how contextual their 
communications are. 
 The two most widely quoted management research studies on 
culture are those conducted by Hofstede (1980) and Trompenaars and 
Hampden-Turner (1997). While we pay particular attention to these 
authors, we will also consider other authors who have focussed on uni- 
(or bi-) dimensional frameworks.  In the following sections we examine 
each of our central themes in turn and consider how the key authors in 
the literature address each of these themes.  For a brief overview of the 
various authors and frameworks we have examined we refer readers to 
Table 1 below. 
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Table 1: Summary of Cultural Themes and Frameworks Discussed 
 
Author Temporal Relationship Confidence Communication 
Long/Short 
term 
   
  Uncertainty 
Avoidance 
 
 Power Distance   
 Individualism / 
Collectivism 
  
Hofstede 
  Masculinity / 
Femininity 
 
   Universalism / 
Particularism 
   Neutral / 
Affective 
 Individualism / 
Communitarism 
  
  Specific / 
Diffuse 
 
 Achievement / 
Ascription 
  
Synchronous / 
Sequential 
   
Hampden-
Turner and 
Trompenaars 
 The 
Environment 
  
Fukuyama    Trust 
Lewis (Hall) Monochronic / 
Polychronic 
   
Hall    High/Low 
Context 
 Pragmatism / 
Idealism-
Wholism 
  
Lessem and 
Neubauer    Rationalism / 
Humanism 
 
 
Temporal Theme 
 
Trompenaars found that one cultural difference was the way in which 
people deal with the concept of time.  He identified two different 
approaches to the use of time and flow of work: sequential and 
synchronous.  In sequential cultures, people tended to only perform 
one activity at a time, keep appointments strictly and show a strong 
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preference for following plans as they are laid out and not deviating 
from them.  In synchronous cultures, people tended to do more than 
one activity at a time, appointments are approximate and may be 
changed at a moment’s notice and schedules generally are subordinate 
to relationships between people. 
 Hofstede (1980) promoted another dimension, long/short term 
orientation.  He said that if a culture is measured as High on the 
Long/Short-term orientation they will hold values that may not give an 
immediate return, for example savings or patience. 
 Lewis presented a one-dimensional framework, which he described 
as monochronic and polychronic cultures.  This dimension was very 
similar to Trompenaars’ sequential dimension mentioned above.  
Monochronic cultures act in a focused manner, they like to do one task 
at a time as well as having time scales set (in which to do things), 
whereas Polychronic cultures are far more flexible, can do many things 
at once and may not be interested in concepts of schedules and 
timetables. 
 We therefore suggest that these three dimensions follow our 
temporal theme.  They all relate to time and the way in which we view 
and use time.  As the above dimensions illustrate, our temporal theme 
relates to the way in which people view such things as deadlines and 
working for the same organisation for a long period of time.  It also 
encompasses how people work and their approach to taking on more 
than one task at a time.  Thus it may relate, for example, to the 
definition of long/short term planning, while one culture may regard 
five years as a long term plan another may regard twenty as long term 
and five as short term. 
 
The Relationship Theme 
 
Trompenaars examined ways in which people deal with their 
environment.  He asked managers to choose between the following: 
 
 ‘What happens to me is my own doing’, or 
 ‘Sometimes I feel that I do not have enough control over the 
directions my life is taking’. 
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He used the example that at the one extreme, people could feel that 
they were the masters of their own fate, whereas others may not share 
this view. 
 Trompenaars also identified an achievement/ascription dimension.  
An achievement culture is one in which people are accorded status 
based on how well they perform their functions, whereas, an ascription 
culture is one in which status is attributed based on who or what the 
person is.  Achievement cultures give high status to high achievers, 
such as the company’s number one salesperson or the medical 
researcher who has found a cure for a rare form of bone cancer.  
Ascription cultures would accord status based on age, gender or social 
connections. 
 Hofstede identified an individualism/collectivism dimension.  
Individualism is the tendency of people to look after themselves and 
their immediate family only, whereas, collectivism is the tendency of 
people to belong to groups or collectives and to look after each other in 
exchange for loyalty.  Incidentally, Hofstede found that wealthy 
countries have a higher individualistic score.  
 Hofstede also identified a power distance dimension.  He stated that 
it was the ‘extent to which less powerful members of institutions and 
organisations accept that power is distributed unequally’.  Countries in 
which employees blindly obey the orders of their superiors have a high 
power distance.  The effect of this dimension can be measured in a 
number of ways: for example, in low power-distance countries, 
organisations will generally be flatter and more decentralised and a 
smaller proportion of supervisory personnel. 
 Trompenaars and Hampden-Turner (1997) found a dimension 
similar to Hofstede’s individualism – the Individualism / 
Communitarianism dimension.  This dimension (as with the 
Hofstede’s) relates to the way in which the individual relates to the 
firm and the world as a whole. 
 Lessam and Neubauer’s (1994) study while it only focussed on 
European management systems arrived at two dimensions, one of 
which was pragmatism/idealism (wholism).  Pragmatism was seen as 
being empirically and experientially individualistic, personality and 
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action orientated, as well as competitively focused while idealism 
(wholism) was seen as being systems orientated, operating with a high 
level of co-operation and co-determination and having a sensitivity 
towards the interdependence between the organisation, its 
environment and the individuals who are members. 
 The six dimensions we have just discussed illustrate that the 
relationship theme relates to a persons’ view of their own place in the 
world.  This includes their place in ‘their’ organisation, as well as the 
role that an organisation should take in the community.  The 
relationship theme identifies their concept of social responsibility when 
it relates to organisations operating in their environment.  It also relates 
to how they work with others and the importance they place on being 
part of a cultural ‘group’. 
 
Confidence Theme 
 
Trompenaars (1997) also found a specific or diffuse dimension.  He 
defined a specific culture as one in which individuals have a large 
public space that they readily let others enter and share and a small 
private space they guard closely and share only with close friends and 
associates, while, a diffuse culture is one in which both public and 
private spaces are similar in size and individuals guard their public 
space because it affords entry into their private space as well. 
 In specific cultures, people often are invited into a person’s open, 
public space; individuals in these cultures often are open and 
extroverted and there is a strong separation of work and private life. In 
diffuse cultures, people are not quickly invited into a person’s open, 
public space because once they do gain entry; there is easy entry into 
the private space as well.  People in these cultures often appear to be 
indirect and introverted, and work and private life are closely linked. 
 Hofstede identified a Masculinity/Femininity dimension and an 
Uncertainty Avoidance dimension.  He defined a masculine culture as 
‘a situation in which the dominant values in society are success, money 
and things’, whereas the opposite was a feminine culture that he 
defined as ‘a situation in which the dominant values in society are 
caring for others and the quality of life’. 
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 Cultures with a low masculinity index tend to place great 
importance on co-operation, a friendly atmosphere and employment 
security.  Individuals are encouraged to be group decision makers and 
achievement is defined in terms of human contacts and the living 
environment.  Cultures with a high masculinity index tend to favour 
large-scale enterprises and economic growth is seen as more important 
than conservation of the environment.  The school system is geared 
towards high performance.  Young men expect to have careers and 
those who do not view themselves as failures.  Fewer women hold 
higher-level jobs.  There is high job stress in the workplace and 
industrial conflict is common. 
 In Hoftsede’s uncertainty avoidance dimension, which is the extent 
to which people feel threatened by ambiguous situations, Hofstede 
maintains that cultures with high uncertainty avoidance tend to have a 
need for job security and hold a strong belief in experts while lower 
uncertainty avoidance cultures will encourage people to use their own 
initiative and assume responsibility for their actions.  
 The four dimensions above highlight what we call the Confidence 
theme.  This theme relates to how willing people are to take on risk not 
only in a business environment, but also in interpersonal relationships.  
It also affects their willingness to control others, especially when 
confronted with managing in a diverse environment and affects the 
orientation of the business environment (that is, the drive for profit as 
opposed to the concern for individuals). 
 
Communication Theme 
 
Trompenaars suggested a cultural dimension of neutrality/ 
affectiveness.  A neutral culture is one in which emotions are held in 
check.  People in these countries try not to show their feelings; they act 
stoically and maintain their composure during negotiations.  An 
affective culture, on the other hand, is one in which emotions are 
openly and naturally expressed.  People in these countries often smile a 
lot, talk loudly when they are excited and greet each other with a great 
deal of enthusiasm. 
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 Trompenaars also proposed a dimension of universalism/ 
particularism.  He maintained that universalism is the belief that ideas 
and practices can be applied everywhere without modification, while 
particularism is the belief that circumstances dictate how ideas and 
practices should be applied.  In cultures with high universalism, the 
focus is more on formal rules than on relationships, business contacts 
are adhered to very closely and people believe that a ‘deal is a deal’.  In 
cultures with high particularism, the focus is more on relationships and 
trust than on formal rules.  In a particularist culture, legal contracts are 
often modified and as people get to know each other better they often 
change the way in which deals are executed. 
 Fukuyama (1995b) identifies low trust and high trust societies.  His 
argument is, basically, that high trust societies have high levels of social 
capital.  He describes social capital as ‘the component of human capital 
that allows members of a given society to trust one another and co-
operate in the formation of new groups and associations’.  He argues 
that the literature that describes America and Japan as being very 
different culturally is wrong; in fact they are both strong trust societies 
with high levels of social capital which is reflected in the history of both 
societies forming voluntary associations. 
 Fukuyama (1995a) argues that low trust societies lead to the 
dominance of family companies (for example, China and Italy) whereas 
high trust societies lead to larger corporations (for example, America 
and Japan): ‘A society hosting giant corporations will gravitate toward 
automobiles, semiconductors, aerospace, and the like, while those 
inclined toward small businesses will tend to concentrate in industries 
like apparel, machine tools and furniture’. 
 Hall and Hall (1990) present a one dimensional explanatory 
framework of culture in which they separate cultures between high and 
low context.  High context cultures rely on obtaining information from 
personal information networks and context is necessarily defined in 
terms of how individuals seek knowledge and information.  An 
individual from a low context society would obtain information by 
such things as reading, reports and databases etc. 
 Lessam and Neubauer’s (1994) final dimension is Rationalism/ 
Humanism.  As the title of this dimension suggests those who lie at the 
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rationalist end would regard reason, rather than sense or experience, as 
the foundation of certainty in knowledge whereas those on the 
Humanism side would tend to develop businesses that reflected a 
family in its nature. 
 The five previously presented dimensions above illustrate our 
communication theme.  It relates to how people communicate with 
each other and how willing they are to listen to the views of others.  It 
also describes how they obtain the information from which they make 
their decisions. 
 The four themes we have identified in the literature (temporal, 
relationship, confidence and communication) provide a framework 
from which the impact of organisational on employee behaviour (as 
detailed in the first two areas of convergence) can be identified.  Thus 
by exploring each theme the human resource professional can identify 
which aspects of culture relate to the values that are being reinforced 
by the organisational culture. 
 
 
CONCLUSION 
 
From our review of the literature proposing and analysing national 
cultural frameworks we have found three areas of convergence.  
Furthermore we have illustrated how the fundamental findings of the 
many cultural frameworks are important to human resource practice. 
 The first area of convergence between the frameworks is that they 
state that we learn the underlying assumptions of our culture, we are not 
‘born with it’.  This is of particular relevance to corporate culture as it 
implies corporate culture is shaped by the experiences of the members 
of an organisation, and that these experiences may impact on the 
underlying value system of the organisation. 
 The second area of convergence of the frameworks is that they agree 
that culture sets out the accepted behavioural patterns in a given situation; the 
stronger the culture, the more likely the behaviour is to occur.  This again is 
of relevance to organisations because it implies that if managers 
understand the culture in place, then they will be able to predict, to a 
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certain degree, the way in which employees will behave in a given 
situation. 
 These first two areas of convergence illustrate to the human 
resources practitioner that the construct of culture is important in 
human resource management and culture may indeed affect outcomes 
in terms of employee behaviour and performance.  Furthermore, the 
second area of convergence also illustrates that culture may well be a 
tool to direct employee behaviour. 
 The third area of convergence we have found is in the dimensions 
themselves.  We have found that these dimensions follow four basic 
themes, which we have called Temporal, Relationship, Confidence and 
Communication.  These (respectively) affect:  
 
 How people view and respond to time and timetables,  
 How people view their position within an organisation and in 
relation to others in the organisation,  
 How people accept risk taking, and  
 How people communicate with each other.  
 
We believe that these four themes are important in determining what 
type of management structure should be in place within a company 
and also how the work is organised.  We also believe that these themes 
provide the human resource manager with a framework from which to 
‘resolve failures of personnel management, human relations and 
industrial relations’ (Marciano, 1995) ‘so as to maximise organisational 
effectiveness and individual satisfaction’. 
 This convergence suggests that firstly, there is a common 
foundation for each framework, and secondly, that the dimensions 
these frameworks promote, all follow a common set of themes.  We 
therefore recommend that future research should be focused on 
gaining an understanding of how culture impacts on business issues 
and how businesses can understand and benefit from cultural 
diversity, rather than on the further development of cultural 
framework models. 
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APPENDIX 1: Summary of Cultural Frameworks Studied 
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Power 
Distance 
The extent to which less 
powerful members of a culture 
accept that power is distributed 
unequally 
 
X 
    
X 
Uncertainty 
Avoidance 
The extent to which people feel 
threatened by ambiguous 
situations and seek to reduce 
uncertainty through introducing 
structure 
 
X 
    
X 
Individualism – 
Collectivism 
Is the tendency of people to look 
after themselves and their 
immediate family only. 
Collectivism is the tendency of 
people to belong to groups or 
collectives and to look after 
each other in exchange for 
loyalty. 
 
 
X 
    
 
X 
Masculinity – 
Femininity 
Not merely the gendered 
structure of the culture but also 
the extent to which certain 
‘masculine’ values – such as 
acquisitiveness, assertiveness, 
aggression – are valued and 
pursued more than a set of 
‘feminine’ values by all the 
culture 
 
 
 
X 
    
 
 
X 
Confucian –
Dynamism 
 X     
Universalism – 
Particularism 
Universalism is the belief that 
ideas and practices can be 
applied everywhere without 
modification. Particularism is the 
belief that circumstances dictate 
how ideas and practices should 
be applied. 
  
 
X 
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Neutral – 
Affective 
A neutral culture is one in which 
emotions are held in check. An 
affective culture is one in which 
emotions are openly and 
naturally expressed. 
  
 
X 
   
Specific – 
Diffuse 
A specific culture is one in which 
individuals have a large public 
space the readily let others 
enter and share and a small 
private space they guard closely 
and share only with close 
friends and associates. 
  
 
X 
   
Achievement – 
Ascription 
An achievement culture is one 
in which people are accorded 
status based on how well they 
perform their functions. An 
ascription culture is one in which 
status is attributed based on 
who or what the person is. 
  
 
X 
   
Time How a person deals with time 
either Synchronously and 
sequentially or Monochronic/ 
Polychronic 
  
X 
 
X 
  
Environment How a person related to their 
environment and how much 
control they feel they exert over 
it. 
  
X 
   
Trust High trust societies have high 
levels of social capital 
    
X 
 
Paternalism Perceived appropriateness of 
managers taking a personal 
interest in workers lives and 
generally taking care of workers 
     
X 
 
 
